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TESTING ALTERNATE PREDICTIONS FOR THE PERFORMANCE 
CONSEQUENCES OF MIDDLE MANAGERS’ DISCRETION 
ARRAN CAZA 9 


Although discretion among employees at organizations’ lower levels seems to be increasing, 

it is uncertain whether this is a desirable HRM policy. To understand this issue better, this study 
tests competing organization theory predictions about the performance consequences of middle 
managers’ perceived discretion. Discretion is defined as the freedom of action or decision 
authority available in managing subordinates. Survey data from a multinational, European sample 
of research and development (R&D) units were used to assess the effect of managers’ perceived 
discretion on unit performance. The results show that a combination of ecology theory and 
strategic choice theory best predicts the relationship between discretion and unit performance. 
Greater perceived managerial discretion was linked to increased unit performance in a relationship 
moderated by managerial experience and limited by unit size. These findings have implications for 


HRM theory and practice, particularly regarding policies related to empowerment and leadership 
development. 


THE EFFECTS OF DOWNSIZING ON LABOR PRODUCTIVITY: THE VALUE OF 
SHOWING CONSIDERATION FOR EMPLOYEES’ MORALE AND WELFARE IN 
HIGH-PERFORMANCE WORK SYSTEMS 


RODERICK D. IVERSON AND CHRISTOPHER D. ZATZICK 29 


Although downsizing remains a topic of great interest to scholars and practitioners, little research 
has examined the link between the process and organizational performance. The current study 
examines whether organizations showing greater consideration for employees’ morale and welfare 
in the downsizing process experience increased labor productivity. Further, because downsizing 
diminishes human capital and interferes with an organization's social exchange relationships, 

we posit that attention to employees’ morale and welfare will be particularly important for high- 
performance work systems (HPWS) that rely on human capital for competitive advantage. We tested 
our hypothesis with a sample of organizations that had downsized using survey data matched with 
secondary data. Results support our prediction that organizations with more extensive HPWS can 
reduce productivity losses from downsizing by heightening their consideration for employees’ 
morale and welfare. We discuss the implications of these findings. 
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HR LEADERSHIP FORUM 
ASSESSING HUMAN RESOURCE PRACTICES ALIGNMENT: A CASE STUDY 
HERBERT G. HENEMAN II] AND ANTHONY T. MILANOWSKI 


Research has established the link between HR practices and organizational performance, suggesting 
that the HR system has great strategic potential to drive organizational effectiveness. To capitalize 

on this potential, the organization must design and deliver HR practices that focus on necessary 
employee performance competencies, creating an HR system with vertical and horizontal alignment 
around those competencies. Doing this requires that the organization first assess how its HR 
practices are currently aligned and then develop ideas for improving HR practice that will be 
alignment enhancing. We call this diagnostic process Human Resource Alignment (HRA) assessment. 
We describe an HRA assessment process we developed and applied in a large public school district 
for the key job of teacher. The assessment was based on the district's formal teacher performance 
competency model used, and was conducted by a group of human resources and instructional job 
experts from the district. These experts rated the degree of vertical and horizontal alignment and then 
developed suggestions for HR practice changes that would improve alignment. After describing the 
process and results, we present a series of lessons learned and directions for future research. 


SPECIAL SECTION: EMPLOYEE VOICE 


GUEST EDITORS’ NOTE 
NEW TIMES FOR EMPLOYEE VOICE? 
ADRIAN WILKINSON AND CHARLES FAY 


In this review, which also serves as an introduction to this special issue, we briefly discuss the 
growing interest in employee voice and how and why interest in employee voice has emerged 
over the last few years. “Employee voice” has been used to summarize a number of different 
approaches to employee relations, and several other terms have been used interchangeably with 
“employee voice.” In this introduction, we discuss the different approaches to voice, and, relying 
on the literature of HRM, political science, industrial relations, and organizational behavior, we 
develop a specific conceptualization of voice useful to scholars and HRM professionals. We discuss 
the direction of research in this area and summarize the papers in this issue. 


HR SCIENCE FORUM 


SPEAKING UP: ACONCEPTUAL MODEL OF VOICE RESPONSES FOLLOWING 
THE UNFAIR TREATMENT OF OTHERS IN NON-UNION SETTINGS 
CAREN B. GOLDBERG, MARK A. CLARK, AND AMY B. HENLEY 


Bridging the literature of procedural justice, social identification, and voice, we present a 
conceptual model of observers’ voice responses to injustices perpetrated on coworkers. Based 
on social identity theory, we contend that similarity to the target of injustice influences observer 
identification with the target, as moderated by the observer's scope of justice, which then 
influences the observer's perceptions of injustice and decision to express voice. Additionally, we 
posit that the link between observers’ perceptions of injustice and expressed voice is moderated 
by the observer's perceived opportunity to express voice. Finaily, we propose that the decision to 
express voice individually or collectively depends on the justice climate along with the costs and 
benefits associated with each option. Theoretical and managerial implications are discussed. 


EMPLOYEE VOICE AND JOB SATISFACTION IN AUSTRALIA: THE CENTRALITY 
OF DIRECT VOICE 


PETER HOLLAND, AMANDA PYMAN, BRIAN K. COOPER, AND JULIAN TEICHER 


This study examines the relationship between employee voice and job satisfaction using data 
from the 2007 Australian Workplace Representation Survey (AWRPS) of 1,022 employees. 
Drawing on human resource management and industrial relations literature, we test hypotheses 
concerning the relationship between direct and union voice arrangements and job satisfaction. 
This relationship represents a gap in the literature, which is important from both theoretical and 
practical perspectives. Controlling for a range of personal, job, and workplace characteristics, 
regression analyses suggest that although evidence of voice complementarity exists, direct voice 
appears to be the central voice arrangement underpinning employees’ job satisfaction. The article 


concludes by highlighting the study's implications for management practice and identifies avenues 
for further research. 
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THE INFLUENCE OF PERCEIVED EMPLOYEE VOICE ON ORGANIZATIONAL 
COMMITMENT: AN EXCHANGE PERSPECTIVE 
ELAINE FARNDALE, JOPPE VAN RUITEN, CLARE KELLIHER, AND VERONICA HOPE-HAILEY 


Using exchange theory, this study examines how perceptions of employee voice, the employee— 
line manager relationship, and trust in senior management are related to organizational 
commitment. It is hypothesized that the direct relationship between perceptions of opportunities 
for employee voice and organizational commitment is mediated by the longer-term effects of 

the perceived employee-line manager relationship and trust in senior management. Multiple 
regression analysis of a sample of 2,291 employees in organizations undergoing significant change 
finds some support for this hypothesis, highlighting in particular the importance of trust in senior 
management as a partial mediator of the relationship between employee voice and organizational 
commitment. 


VOICE, SILENCE, AND DIVERSITY IN 20" CENTURY ORGANIZATIONS: 
STRATEGIES FOR INCLUSION OF GAY, LESBIAN, BISEXUAL, AND 
TRANSGENDER EMPLOYEES 

MYRTLE P. BELL, MUSTAFA OZBILGIN, T. ALEXANDRA BEAUREGARD, AND OLCA SURGEVIL 


Employee voice has been largely examined as a universal concept in unionized and non-unionized 
settings, with insufficient attention to diversity of workers (Rank, 2009). As invisible minorities, 
gay, lesbian, bisexual, and transgender (GLBT) employees provide a valuable focal point from 
which to examine employee voice mechanisms. Positing that GLBT employees are often silenced 
by what is perceived as “normal” in work organizations, this paper identifies some of the negative 
consequences of this silencing and proposes ways in which the voices of GLBT employees 

and other invisible minorities can be heard. With its relevance to policies and practices in other 
organizations, the “Don’t ask, don't tell” policy of the U.S. military is used as a lens through which 
to analyze voice, silence, and GLBT employees in other organizations. Heterosexist environments 
can foster organizational climates of silence, where the feeling that speaking up is futile or 
dangerous is widespread among employees. Specific recommendations are provided for HR 
managers to facilitate the expression of voice for GLBT employees in today’s increasingly 

diverse organizations. 


DOES VOICE GO FLAT? HOW TENURE DIMINISHES THE IMPACT OF VOICE 
DEREK R. AVERY, PATRICK F. MCKAY, DAVID C. WILSON, SABRINA D. VOLPONE, AND EMILY A. KILLHAM 


Although many studies have shown that the opportunity to provide input (voice) leads to more 
favorable employee reactions, fewer studies have examined the boundary conditions for the effect 
of voice on worker outcomes. Building upon Greenberg and Strasser’s (1986) model of personal 
control in organizations, we hypothesize that the positive effect of voice on intent to remain will be 
less pronounced for employees with longer organizational tenures. Converging results of national 
surveys from the United Kingdom and the United States support the anticipated relationships. It 
appears the beneficial effects of voice on employee attitudes may decrease as employees accrue 
tenure with their employer. 
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EDITOR-IN-CHIEF'S NOTE 
FORGET ABOUT BEING “AT THE TABLE” AND GET OUT INTO THE JUNGLE 
THERESA M. WELBOURNE 


CELEBRATING 50 YEARS 
HR: TIME FOR A RESET? 
EDWARD E. LAWLER III 


HR SCIENCE FORUM 

MANDATORY AND BINDING ARBITRATION: EFFECTS ON EMPLOYEE 
ATTITUDES AND RECRUITING RESULTS 

H. JOHN BERNARDIN, BRENDA E. RICHEY, AND STEPHANIE L. CASTRO 


This paper reports the results of two studies undertaken in the same Fortune 500 company 

as it adopted an Alternative Dispute Resolution (ADR) program. Study 1 assessed employees’ 
perceptions of fairness, trust, and turnover intentions regarding ADR options. Compared with 
other options for ADR, a program consisting of mandatory mediation followed by mandatory 

and binding arbitration (MMBA) resulted in significantly lower levels of procedural fairness 
perception, organizational trust, and intentions to stay with the firm. Contrary to previous research, 
no significant effects were found related to respondents’ demographic characteristics and their 
reactions to ADR program characteristics. In Study 2, job applicant flow data were evaluated and 
compared by corporate region to determine the effects of an MMBA program installed in one 
region. Results revealed no significant effects related to the MMBA program on the organization’s 
ability to recruit and ultimately fill key positions. As in Study 1, no significant effects were found 

in Study 2 for the demographic characteristics of applicant race/ethnicity, gender, or age on 
applicant recruitment decisions. While Study 2 results indicated job candidates are unaffected by 
the existence of an MMBA program, given Study 1’s results, practitioners should be cautious about 
implementing such a program for current employees. 


INDUCEMENTS, CONTRIBUTIONS, AND FULFILLMENT IN NEW EMPLOYEE 
PSYCHOLOGICAL CONTRACTS 


CYNTHIA LEE, JUN LIU, DENISE M. ROUSSEAU, CHUN HUI, AND ZHEN XIONG CHEN 


This longitudinal study of newly hired Chinese college graduates (N = 143) investigates the effects 

of contract fulfillment, employee reports of company inducements (organizational support and 

job rewards), and supervisory reports of individual contributions (job performance and extra-role 
citizenship behavior) upon changes in the graduates’ psychological contracts. Three survey waves 
were administered a year apart, starting with the recruits’ job offer acceptance. Analyses revealed 

that employee fulfillment and perceived contributions predicted particular changes in employer 
psychological contract obligations, whereas employer fulfillment and perceived inducements predicted 
changes in employee obligations. The effects of inducements on employee obligation changes and 
contributions on employer obligation changes were mediated by their respective fulfillment measures. 
Changes in obligations were greater in the first year of employment than in the second. This study 
yields implications for managing newcomers and researching the initial phase of employment. 


EFFECTS OF THE WORKPLACE SOCIAL CONTEXT AND JOB CONTENT ON 
NURSE BURNOUT 


JENNY S. Y. LEE AND SYED AKHTAR 


Job burnout is a continuing concern for human resource management, as it affects employee 
productivity and well-being. In particular, the nursing profession is widely recognized as a 
stressful occupation that leads to burnout. The present study examines the relative significance 

of workplace social context in a health care setting and the job content of the nursing profession 
for influencing the three dimensions of job burnout: emotional exhaustion, depersonalization, and 
personal accomplishment (Maslach & Jackson, 1981). Data were collected through a questionnaire 
survey of a random sample of 1,190 nurses working in 43 public hospitals in Hong Kong. The 
results indicate that although both the workplace social context and job content have significant 
effects on burnout dimensions, the effects of the workplace social context were significantly 
stronger. In addition, the workplace social context had a significant negative effect on personal 
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accomplishment, whereas job content influenced personal accomplishment positively. Implications 
of these findings are discussed in the context of devising management interventions for dealing 
with job burnout in the nursing profession. 


AGE DIVERSITY AND FIRM PERFORMANCE IN AN EMERGING ECONOMY: 
IMPLICATIONS FOR CROSS-CULTURAL HUMAN RESOURCE MANAGEMENT 
JI LI, CHRIS WAI LUNG CHU, KEVIN C. K. LAM, AND STACY LIAO 


This study tests the effect of age diversity on firm performance among international firms. 

Based on the resource-based view of the firm, it argues that age diversity among employees will 
influence firm performance. Moreover, it argues that two contextual variables—a firm's level of 
market diversification and its country of origin—influence the relationship between age diversity 
and firm performance. By testing relevant hypotheses in a major emerging economy, that is, the 
People’s Republic of China, this study finds a significant and positive effect of age diversity and 
also a significant interactive effect between age diversity and firm strategy on profitability. We also 
find a significant relationship between age diversity and firm profitability for firms from Western 
societies, but not for firms from East Asian societies. The paper concludes by discussing the 
implications of this study's findings. 


THE ROLE OF CALCULATIVE ATTACHMENT IN THE RELATIONSHIP 
BETWEEN DIVERSITY CLIMATE AND RETENTION 
DAVID M. KAPLAN, JACK W. WILEY, AND CARL P. MAERTZ, JR. 


This study enhances our understanding of the complex relationship between diversity and 
employee retention. The study found that positive perceptions of an organization's “diversity 
climate” were related to decreased turnover intentions and found support for the proposition 
that calculative attachment mediated this relationship. In addition, the study considered potential 
interactions with diversity climate perceptions in predicting calculative attachment and found 
support for satisfaction with pay as a moderator, but not supervisor effectiveness. Finally, the 
study determined that the benefits of a positive diversity climate may extend to all employees, 
including White males. 


THE EFFECT OF PRIMED GOALS ON EMPLOYEE PERFORMANCE: 
IMPLICATIONS FOR HUMAN RESOURCE MANAGEMENT 
AMANDA SHANTZ AND GARY LATHAM 


Overwhelming evidence in the behavioral sciences shows that consciously set goals can increase 
an employee's performance. Thus, HR professionals have had little, if any, reason to be interested 
in subconscious processes. In the past decade, however, laboratory experiments by social 
psychologists have shown that goals can be primed. That is, people’s behavior is affected by goals 
of which they are unaware. Because a conscious goal consumes cognitive resources, this finding 
has important implications for employee efficiency in the workplace. This paper discusses the 
results of priming a performance goal in two organizational settings. Call center employees who 
were primed using a photograph of a woman winning a race raised significantly more money from 
donors than those who were randomly assigned to a control group. A meta-analysis revealed that 
a photograph can prime the subconscious to increase job performance. The results of the present 
study demonstrate that subconscious motivation is a concept worthy of exploration for both 
human resource scholars and practitioners. 
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CELEBRATING 50 YEARS 


LOOKING BACK AND LOOKING FORWARD: 50 YEARS OF HUMAN RESOURCE 
MANAGEMENT 


MARK A. HUSELID 


HR SCIENCE FORUM 


ALIGNMENT, INTEGRATION AND CONSISTENCY IN HRM ACROSS MULTI- 
EMPLOYER NETWORKS 
MICK MARCHINGTON, JILL RUBERY, AND DAMIAN GRIMSHAW 


Most studies of human resource management (HRM) have been conducted within 

the context of the single employing organization, which is strange given the recent growth in 
multi-employer networks. In this study, the authors examine whether alignment, integration, 

and consistency — concepts central to or implicit in most analyses of HRM — has meaning and 
relevance in the multi-employer context. They focus specifically on networks in which collaboration 
is intended to deliver high levels of product quality or customer service, precisely where one 
might expect employers would be attracted to “strong” HRM systems. Data was collected via 
interviews and document analysis in four networks, spanning both the public and private sectors 
in the United Kingdom. Despite a set of potentially favorable conditions within these networks to 
promote alignment, integration, and consistency, implementation was impeded by other equally 
powerful forces, including differences in employer goals within networks, especially between 
public and private sector organizations; intra-organizational tensions within internal labor markets 
for organizations involved in networks; using divergent HR policies between organizations within 
multi-employer networks; and contradictions between the pursuit of “among employee” or 
“temporal” consistency for workers. Rather than prescribing a one-size-fits-all solution for these 
problems, it is argued that detailed analysis of each network is necessary. 


HIGH-COMMITMENT HR PRACTICES, EMPLOYEE EFFORT, AND FIRM 
PERFORMANCE: INVESTIGATING THE EFFECTS OF HR PRACTICES ACROSS 
ZMPLOYEE GROUPS WITHIN PROFESSIONAL SERVICES FIRMS 


ELIZABETH MCCLEAN AND CHRISTOPHER COLLINS 


In this study, the authors examine the relationship between high commitment HR practices and 
firm performance in professional services firms through the mediator of employee effort. In 
addition, they contribute to the debate in the field of strategic HRM on whether high commitment 
HR practices should be used across all employee groups within a firm. Their study's results show 
that high commitment HR practices positively relate to firm performance through employee 
effort for two employee groups within professional services firms. Further, they found that the 
relationship between effort and performance is contingent on the value of the employee group to 
firm competitive advantage, suyg.sting that companies may only want to expend the effort and 
resources on building a high commitment HR system for employee groups that are clearly tied to 
creating firm competitive advantage. 


KNOWLEDGE TRANSFER IN MULTINATIONALS: THE ROLE OF INPATRIATES’ 
BOUNDARY SPANNING 


B. SEBASTIAN REICHE 
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Viewing knowledge as rooted in individuals, this study investigates knowledge transfer in 
multinational corporations (MNCs) from an individual-level perspective. Specifically, the author 
focuses on inpatriates as a particular group of knowledge actors in MNCs and examine the role 
of inpatriates’ boundary spanning between their home unit and the headquarters for transferring 
their knowledge to headquarters staff. Based on a sample of 269 inpatriates in 10 German MNCs, 
the author found that inpatriates’ boundary spanning is positively related to inpatriates’ individual 
efforts to transfer knowledge and inpatriates’ perceptions of HQ staff efforts to acquire subsidiary- 
specific knowledge. Both perceived HO absorptive capacity and mentoring by HQ staff moderate 
these relationships. This study's findings contribute to our understanding of the theoretical 
mechanisms through which MNC knowledge flows occur and highlight key requirements for the 
design of international staffing practices. 


THE SERVICE CLIMATE-FIRM PERFORMANCE CHAIN: THE ROLE OF 
CUSTOMER RETENTION 
ANNETTE TOWLER, DANIEL V. LEZOTTE, AND MICHAEL J. BURKE 


This study examines the role of customer retention as a mediator in the service climate-firm 
performance chain. Using a predictive design that involves data collected from 1,500 automotive 
service stores from 12,518 employees and approximately 30,000 customers, a model linking 
service climate (a concern for employees and customers), customer satisfaction, customer 
retention, and firm performance was tested. Notably, the results support the overall model and the 
hypothesized mediating effect of customer retention regarding the relationship between customer 
satisfaction and firm performance. 


THE DIFFERENTIAL EFFECTS OF JOB DESIGN ON KNOWLEDGE WORKERS 
AND MANUAL WORKERS: A QUASI-EXPERIMENTAL FIELD STUDY IN CHINA 


MING YAN, KELLY Z. PENG, AND ANNE MARIE FRANCESCO 


When Taylorism was discarded long ago, job enrichment emerged as a good alternative. Recent 
research, however, has pointed out the ineffectiveness of job enrichment. This study suggests 
that both approaches could be effective and looks at job nature as the moderator that can affect 
how the two approaches are applied. The authors’ longitudinal quasi-experimental field study 
in China found a significant interaction between worker type (knowledge workers [KWsj] versus 
manual workers [MWs]) and job characteristics on employee outcomes. After enrichment, 

KWs experienced higher satisfaction and task performance, whereas for MWs, satisfaction and 
performance declined. This pattern of results suggests that both job enrichment and Taylorism 
are applicable depending on the job nature. In addition to contributing to job design theory, the 
present study also explored the unique attributes of KWs and provides practical suggestions as to 
how human resource managers can better motivate KWs. 


HR LEADERSHIP FORUM 


THE AMBIGUITIES AND TENSIONS IN CREATING AND CAPTURING VALUE: 
VIEWS FROM HRM CONSULTANTS IN A LEADING CONSULTANCY FIRM 
RORY DONNELLY 


Creating and capturing value in knowledge-intensive organizations is often marked by a high 
degree of ambiguity. The resource- and knowledge-based views of the firm assume that this 
ambiguity enhances an organization’s competitive advantage, but do not acknowledge or address 
the problems and tensions it creates for employees. This paper contributes to developing these 
views by providing new insights based on analyzing how HRM consultants perceive their 
contribution and standing in the context of this ambiguity. These findings shed light on the 
importance of addressing consultants’ perceptions of this ambiguity in seeking to manage and 
motivate them to maximize the creation and appropriation of value for consultancy practices. 
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HOW ROBUST AND RELEVANT IS OUR HR KNOWLEDGE? 
ARTHUR YEUNG 


HR SCIENCE FORUM 


LINKING CAPACITIES OF HIGH-QUALITY RELATIONSHIPS TO TEAM 
LEARNING AND PERFORMANCE IN SERVICE ORGANIZATIONS 
DAPHNA BRUELLER AND ABRAHAM CARMELI 


This study examines the impact of intra-team and external high-quality relationships (HORs) 
on learning processes and performance. Data collected from 178 teams in the service sector 
indicate that (a) intra-team HORs (i.e., between team members and between team members and 
their manager) are related to psychological safety, which in turn facilitates learning processes; 

(b) external HORs are associated directly with team learning; and (c) team learning is positively 
associated with enhanced team performance. The findings highlight the importance of both 
internal and external HORs to facilitate learning and enhance performance in service organizations. 


EMPLOYEES’ ATTITUDES TOWARD ORGANIZATIONAL CHANGE: 
A LITERATURE REVIEW 


MYUNGWEON CHOI 


Organizations are increasingly required to improve their ability to enhance employees’ support or 
acceptance for change initiatives. In studies that have examined the conditions in which employees 
support organizational change, researchers have focused on various attitudinal constructs that 
represent employees’ attitudes toward organizational change. The constructs, which frequently serve 
as key variables in these studies, include readiness for change, commitment to change, openness 

to change, and cynicism about organizational change. These constructs have distinct meanings 

and emphases; therefore, they can provide us with different information regarding employees’ 
evaluation of and concerns about particuiar change initiatives. In this literature review, the author 
discusses how the constructs are defined in the organizational change literature and synthesizes 

the antecedents of each construct. Based on the discussion, it is proposed that the constructs are 
susceptible to situational variables, and may change over time as individuals’ experiences change; 
therefore, they are better conceptualized as states than as personality traits. 
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LEADERSHIP CHANGE AND SHAREHOLDER VALUE: HOW MARKETS REACT 
TO THE APPOINTMENTS OF WOMEN 


ALISON COOK AND CHRISTY GLASS 


This study examines whether the appointment of women into senior leadership positions has a 
more positive effect on share price than the appointment of men into equivalent positions. Our 
dependent variable is the degree of change in share price following the announcement of men and 
women into senior leadership positions. Although market reactions to corporate events represent 
a complex process, we argue that changes in stock price represent a barometer for how investors 
assess the decision’s potential effect on a corporation’s short- and long-term economic viability. We 
find a significant spike in stock price following the announcement of women into top leadership 
positions. The size and direction of change in stock price, however, is moderated by the gender 
composition of the industry. 


SOCIALIZATION OF PEOPLE WITH DISABILITIES IN THE WORKPLACE 
MUKTA KULKARNI AND MARK L. LENGNICK-HALL 


Socialization has crucial outcomes for both the employee and the employer. Through an 
exploratory qualitative study conducted in India, we examined how people with disabilities 
(PWD) viewed various aspects of their socialization process. Specifically, we looked at the role of 
coworkers, supervisors, organizational practices, and employee proactive behaviors in influencing 
organizational integration. We found that integration was most influenced by coworkers and 
supervisors. Organizational practices and employee proactive behaviors were less important. 
Respondent gender and tenure also influenced certain findings. Specifically, PWD with less 
tenure sought and accepted more help from coworkers and supervisors. Further, more men with 
disabilities than women with disabilities indicated that they were proactive in terms of obtaining 
training to make themselves employable, and more men with disabilities indicated that having 
coworkers with a disability helped them during socialization. We discuss both theoretical and 
practical implications as well as future research directions based on our findings. 


ORGANIZATIONAL ACHIEVEMENT VALUES, HIGH-INVOLVEMENT WORK 
PRACTICES, AND BUSINESS UNIT PERFORMANCE 


OLIVIA A. O'NEILL, DANIEL C. FELDMAN, ROBERT J. VANDENBERG, DAVID M. DEJOY, AND 
MARK G. WILSON 


This study examines the relationships among organizational achievement values, high-involvement 
work practices (HIWP), and business unit performance. Specifically, we examine whether HIWP 
mediate or moderate the effect of achievement values on retail store performance. Using data 
collected at three points in time from more than 1,000 employees, we found support for the 
mediation model. The article concludes with directions for future research and implications for 
management practice. 
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CELEBRATING 50 YEARS 


THE MORE THINGS CHANGE, THE MORE THEY REMAIN THE SAME 
DEBRA J. COHEN 571 


HR SCIENCE FORUM 
TRUST DYNAMICS IN ACQUISITIONS: A CASE SURVEY 
GUNTER K. STAHL, RIKARD LARSSON, INA KREMERSHOF, AND SIM B. SITKIN 575 


Drawing on the organizational trust literature and research on postmerger integration, the authors 
develop a model that conceptually synthesizes the antecedents and consequences of trust in 
acquired organizations. The model proposes that the acquiring and target firms’ relationship 
history, the interfirm distance, and the acquirer's integration approach will affect target firm 
member trust in the acquiring firm’s management. Target firm member trust, in turn, may influence 
several sociocultural integration outcomes as well as postacquisition performance. The results of a 
case survey suggest that certain aspects of the relationship history and interfirm distance, such as 
the firms’ collaboration history and preacquisition performance differences, are poor predictors of 
trust, whereas integration process variables, such as speed of integration, communication quality, 
and acquirer multiculturalism are major factors influencing trust. The implications for postmerger 
integration research and practice are discussed. 


POSTACQUISITION CULTURAL INTEGRATION IN MERGERS & ACQUISITIONS: 
A KNOWLEDGE-BASED APPROACH 


C. LAKSHMAN 605 


This paper proposes a knowledge-based theoretical approach to cultural integration in mergers 
and acquisitions (M&A). The model proposed in this paper examines the nature and features of 

the integration process using a knowledge lens to view the cultural and organizational integration 
mechanism leading to integration effectiveness. Drawing from advances in the acquisition, 
strategic HRM, knowledge management, and leadership literatures, the model identifies 

knowledge leadership, cultural knowledge integration, early involvement in integration process 
design, and variables related to causal ambiguity as key components of an effective set of practices 
for integration in these contexts. It does so under the rubric of a relational HR archetype for 
managing knowledge flows. The model explains the processes through which these constructs 
impact integration effectiveness. The paper discusses contributions of this approach, limitations, and 
directions for future theoretical and empirical research. 


CULTURAL CLASHES IN A “MERGER OF EQUALS”: THE CASE OF HIGH-TECH 
START-UPS 


ISRAEL DRORI, AMY WRZESNIEWSKI, AND SHMUEL ELLIS 


Mergers of equals are often considered simply symbolic. Whereas existing literature on the 
topic views equality as underscoring the importance of distributive justice, power, or identity, 
the role of culture remains relatively obscure. In this study, the authors explore equality as a 
dynamic construct associated with two major processes in mergers of equals: cultural clash and 
cultural construction. The authors employ a qualitative case study with interviews and analysis 
of company materials from BroadBand, a wireless Internet access provider, to address the role 
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of culture and equality in mergers and acquisitions (M&A). The results shed light on how and 

why social actors entering into mergers may enact a culture of equality. First, firms may develop 
new aspirations and patterns of appreciation and initiate practices and strategies that construct 
equality as an integral part of the merger. Second, when distributive equality becomes a liability, it 
incites change. In the context of equality, this change results in strategic action that transforms the 
meaning of “a merger of equals” to a more practical, pragmatic, and integrative equality, which 
takes into account the interests and the needs of the merged firm. Third, contrary to the common 
skeptical and cynical portrayal of mergers of equals, this study found equality to be a crucial factor 
during postmerger integration. 


INTEGRATION MANAGERS’ VALUE-CAPTURING ROLES AND ACQUISITION 
PERFORMANCE 


SATU TEERIKANGAS, PHILIPPE VERY, AND VINCENZO PISANO 


While the significance of managing the acquisition process is acknowledged, little evidence 

exists as to the ways in which managerial action throughout this process impacts acquisition 
performance. In this paper, the researchers draw attention to the central, yet largely neglected 
figure responsible for implementing mergers and acquisitions (M&A), namely “the integration 
manager” Drawing from an extensive study of nine related, friendly acquisitions involving 166 
interviews, the authors find that integration managers affect acquisition performance by capturing 
value derived from 1) the preacquisition phase, 2) the acquiring firm, and 3) the acquired firm. 
Through their in/action, integration managers affect two sources of economic performance: 

the extent of additional value created and the extent of value leaked. The findings contribute to 
enriching our knowledge of managing the acquisition process and are a call for more actor-based, 
micro-level studies on the ways in which managing the acquisition process and the actors therein 
affect acquisition performance. 
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KNOWLEDGE WORKERS’ CREATIVITY AND THE ROLE OF THE PHYSICAL 
WORK ENVIRONMENT 
JAN DUL, CANAN CEYLAN, AND FERDINAND JASPERS 


The present study examines the effect of the physical work environment on the creativity of 
knowledge workers, compared with the effects of creative personality and the social-organizational 
work environment. Based on data from 274 knowledge workers in 27 SMEs, we conclude 

that creative personality, the social-organizational work environment, and the physical work 
environment independently affect creative performance. The relative contribution of the physical 
work environment is smaller than that of the social-organizational work environment, and both 
contributions are smaller than that of creative personality. The results give support for HR practices 
that focus on the individual, on the social-organizational work environment, and on the physical 
work environment in order to enhance knowledge workers’ creativity. 


THE DIVERSE ORGANIZATION: FINDING GOLD AT THE END OF THE RAINBOW 
KRISTYN A. SCOTT, JOANNA M. HEATHCOTE, AND JAMIE A. GRUMAN 


The breadth and depth of research on organizational diversity reveals the complex nature of 
diversity in organizations. Indeed, research in the realm of human resource management focuses 
on diversity applied to a variety of topics including recruitment, retention, succession planning, 

and work-life management, among others. In this paper, we use Cox and Blake's (1991) advantages 
as a framework to review the diversity literature and suggest that organizational culture may be 

key to understanding when organizations will benefit from a diverse employee base. Specifically, 
organizations that emphasize inclusion and integrate diversity into all policies and practices may 
benefit to a greater extent compared with organizations focusing on diversity as a stand-alone 
practice. Through an examination of academic research and the award-winning diversity program of 
Campbell Soup Company (Catalyst, 2010), we make culturally based propositions to further diversity 
research in, and the practice of, human resource management. 


UNLOCKING THE VALUE OF WEB 2.0 TECHNOLOGIES FOR TRAINING AND 
DEVELOPMENT: THE SHIFT FROM INSTRUCTOR-CONTROLLED, ADAPTIVE 
LEARNING TO LEARNER-DRIVEN, GENERATIVE LEARNING 

MANUEL LONDON AND MJ HALL 


Traditional instruction is adaptive, that is, instructor-driven, face-to-face and/or online training 

to teach skills and knowledge and convey information, policies, and procedures. In contrast, 
generative learning is learner-driven, collaborative, and problem-focused. Web 2.0 technologies 
can support both types of learning but are especially valuable for generative learning. This paper 
reviews learning processes and Web 2.0 capabilities, describes two case examples, outlines ways 
to design Web 2.0 training applications, and discusses the chariging role of learning professionals 
from delivering structured, one-way adaptive learning to designing and facilitating generative 
learning opportunities. The paper concludes with ideas for corporate education and research on 
Web 2.0-based learning processes including utilizing the technology to track and improve learning. 
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Following abundant anecdotal evidence of low morale in mergers and its important detrimental 
effect on postmerger performance, the purpose of this multimethod experimental study was to 
find out how employee reactions to a merger evolve over time following peer interaction, i.e. 
discussion with colleagues. Using a scenario study, initial reactions to a merger announcement 
were compared with socially influenced reactions. As anticipated, an overall strong detrimental 
effect of peer interaction on employee reactions was observed. Next, findings indicate that 

deal characteristics (culture clash potential, announced degree of integration, position in deal 
structure) play a moderating role. Indeed, how peer interaction affects outcomes depends on the 
position in the deal structure. Qualitative data analysis of the group discussions sheds light on 
how employee reactions become more detrimental. This process is conceptualized as “collective 
rumination,’ defined as repetitively and passively discussing organizational problems and their 
negative consequences with a group of peers. The study concludes with implications for practice 
and identifies three powerful levers (active involvement, distraction, and positive leadership) to 
influence the way in which employees react to the event. 


DISTRIBUTIVE JUSTICE, PROCEDURAL JUSTICE, EXEMPLARITY, AND 
EMPLOYEES’ WILLINGNESS TO COOPERATE IN M&A INTEGRATION 
PROCESSES: AN ANALYSIS OF THE AIR FRANCE-KLM MERGER 


TESSA MELKONIAN, PHILIPPE MONIN, AND NIELS G. NOORDERHAVEN 


Although employees’ willingness to cooperate is acknowledged as a critical success factor for 
post-M&A (merger-and-acquisition) integration, we still know little about the psychological 
mechanisms that lie beneath employees’ cooperative attitudes and behaviors in this context. 
Building on the premises of fairness heuristic theory, this longitudinal study explores how the 
relative importance of distributive and procedural justice judgments for employees’ willingness to 
cooperate shifts over time. We suggest that when employees lack justice-relevant information on 
both distributive and procedural aspects of decisions, they will use another temporary heuristic 
to reduce uncertainty by scrutinizing the M&A-related cooperative behaviors of authority figures. 
We test our hypotheses on data from a four-time repeated cross-sectional survey of employee 
responses in a post-M&A integration process. The findings provide important insights into how 
merging firms can enhance employees’ willingness to cooperate through the subtle exercise of 
justice and exemplarity. 


POSTACQUISITION EVOLUTION OF THE APPRAISAL AND REWARD SYSTEMS: 
A STUDY OF CHINESE IT FIRMS ACQUIRED BY US FIRMS 
FANG LEE COOKE AND KUN HUANG 


This study investigates changes and continuity in the performance appraisal and reward systems 
of four Chinese IT firms after they were acquired by US-owned multinational corporations. 
Drawing on different perspectives, it examines changes in the appraisal and reward systems of 
the acquired units and the extent to which they may be influenced by the interplay of business 
strategy, organizational structure, resource-based power of the acquiring and acquired partners, 
management competence, labor market factors, and the cultural norms of China. The study reveals 
that the guiding principle of performance management and reward policy of the acquired firms 
have experienced changes. However, the structure of compensation remains largely unchanged. 
There is a high level of resistance from the Chinese managers to adopt more sophisticated 
performance appraisal techniques and to widen the wage band to differentiate employees’ 
performance. The foreign acquirers have taken a cautious and pragmatic approach to implement 
changes. As a result, the relatively slow speed of change and limited substantive changes in the 
performance and reward practices make it impossible to achieve a full strategic alignment of 
human resource practices at the corporate level post-acquisition. 


A FRAMEWORK FOR THE HUMAN RESOURCES ROLE IN MANAGING CULTURE 
IN MERGERS AND ACQUISITIONS 


MITCHELL LEE MARKS AND PHILIP H. MIRVIS 
Scholars, business people, and change agents agree that culture matters in eventual merger and 


acquisition (M&A) success. Researchers have generated many insights and practitioners have 
developed many interventions regarding culture in M&A. Managing culture, however, is often a 
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low priority when executives are consumed with the deal’s financial and strategic aspects. This 
article proposes a framework for how Human Resources (HR) can work with business partners in 
managing acculturation in M&A. It first examines the relationship between cultural differences and 
M&A outcomes, how culture manifests itself in combinations, and the causes and stages of culture 
clash. It then highlights the value of a clear “cultural endstate” in M&A and applies classic change 
management theory to identify actions that unfreeze current cultural mindsets, move people 
toward the desired endstate, and refreeze the desired culture. The framework specifies HR actions 
for four distinct cultural endstates— pluralism (in which the partner companies coexist); integration 
(in which the partners blend current cultures together); assimilation (in which one company 
absorbs the other); and transformation (in which the partner companies abandon key elements of 
their current cultures and adopt new values and norms). 
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